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Abstract:

This paper proposes that a“motivation gap” exist in the current Totad Quality Leadership
(TQL) Theory and training between knowing the importance of intringc motivation and how to achieve
it inthe work place.

The paper discusses the importance of TQL in the fire service and outlines the roll of
empowerment in atotal qudity setting. The works of prominent total qudity writers are reviewed, as
well as dternative modes of empowerment avallable in current literature. By utilizing the information
gathered from the literature review the evauation method will be used. By andyzing the information,
recommendations will be made to narrow the “motivation gap” in atotd qudity setting. Based onthe
andysis, this paper concludes that the Thomas and Tymon moded of empowerment is currently the best
tool avallable for bridging the “motivation ggp” and recommendsitsincluson in future fire service totd
qudity training (Thomas and Tymon, 1993).

The primary research question addresses the possibility of amotivation gap in current TQL
theory and training. That is, do the qudity experts give leaders the motivationd tools necessary to
generate in their employees desred motivationa states such as Pride of Workmanship (Deming, 1992,
pg. 76)? Subsdiary research questions cover topics such as defining and discussing the concepts of
totd quaity, empowerment, and intringc mativation. Additiondly, research will be conducted into the
type and scope of motivational modds used by the qudity experts, aswdl as dternative models of
motivation/empowerment available in current literature. Particular attention will be given to the Thomas
and Tymon modd. Thefind subsdiary question examines the ways these models can be used to bridge

the motivationa gap in fire service TQL theory and training.
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Research methodology includes an extendve literature review covering the primary subjects of
quality, empowerment and intringc motivation as well as the related topics of employee participation,
worker involvement and genera motivation. Additiondly, fidd interviews were conducted at the
Nationd Fire Academy to determine the role of empowerment in the successful implementation of TQL
a that fadlity. By utilizing the information gethered from the interviews and literature reviews the
evauation method will be used. By andyzing thisinformation recommendations will be made available

for bridging the “motivation ggp” and recommend itsincluson in future fire service totd qudity training.
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Introduction:

The concept of tota qudity has become one of the most popular topicsin the fidd of
management today. This popularity is driven in part by the demand for the fire service to provide more
services and the need for continuous improvement in the face of fewer resources and smdler budgets.
The concept of continuous process improvement is at the heart of totd quality movement, with emphesis
on harnessing and directing dl the resources of an organization, including its employees, toward that
god. There are anumber of experts whose work provides the foundations for the movement. Anyone
interested in the field will quickly become familiar with names such as W. Edwards Deming, Joseph M.
Juran, Karou Ishikawa, and Philip B. Crosby. These men and others have penned literdly millions of
words on the subject, developing and building upon everything from the broad conceptua notions of
qudity to the nuances of statistical process control. These experts frequently spesk to the importance of
employee motivation and involvement in atota qudity effort, but they do not address specificaly how to
achieve/nurture it in the workplace. The problemisa“gap” exigsin current tota qudity theory and
training between knowing motivation isimportant and knowing how to achieveit.

The primary research question addresses the possibility of amotivation gap in current TQL
theory and training. That is, do the qudity experts give leaders the motivationd tools necessary to
generate in their employees desired motivationa states such as Pride of Workmanship (Deming, 1992,
pg. 76)? Subsdiary research questions cover topics such as defining and discussing the concepts of
totd quaity, empowerment, and intringc motivation. Additiondly, research will be conducted into the
type and scope of motivationa models used by the qudity experts, as well as dternative models of

motivation/empowerment available in current literature. Particular attention will be given to the Thomas
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and Tymon modd. Thefind subsdiary question examines the ways these models can be used to bridge
the motivationa gap in fire service TQL theory and training.

Research methodology includes an extendve literature review covering the primary subjects of
quality, empowerment and intrinsic motivation as well asthe related topics of employee participation,
worker involvement and general motivation. Additiondly, fidd interviews were conducted at the
Nationd Fire Academy to determine the role of empowerment in the successful implementation of TQL
a that fadility. By utilizing the information gathered from the interviews and literature reviews the
evauation method will be used. By andyzing thisinformation recommendations will be made available

for bridging the “motivation ggp” and recommend itsinclusion in future fire sarvice totd qudity training.
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Background and Significance:

Today's environment of scarce resources, ever-smaler budgets and competition from the
private sector isforcing the fire service to reevauate many of the traditiond paradigms of its business.
The old philosophy that “quality istoo expensve’ is being replaced by the notion that “quality is free’
and is defined by the customer (Crosby, 1979). Organizations thet fail to make the move from a
quantity focusto a qudity focus Smply do not survive those that do flourish. Thisisequdly truein the
public sector. During the past decade the fire service has seen a dramatic decrease in fire loss nation
wide. This abrupt shift in fireloss has left the fire service groping for missons and finding thet the public
that we maintain is wants more services with less money and fewer staffed positions. Dan Howard, the
Undersecretary of the Navy describes the chalenges facing the emergency servicesin the 1990's.

We have asense of urgency. If any private sector company were faced with adrop in their

bottom line of the sort that we are anticipating over the next five years, they would declare

bankruptcy and walk away. What we are looking at in the most rosy of scenarios would

amount to catastrophic falure in the private sector (Walton, 1990, pg. 150).

Howard, one the first key proponents of the Navy’s qudlity initiatives, continues.

We have to find away out of this crigs, and one of those ways is through qudity-focused

management and stream lining every efficiency we can get from everywhere, because we' re not

going to get any more money. We' re going to get ahell of alot less. Ten years from today
there’ s no way we can predict where our budgets are going to be, except we can be absolutely
sure we re going to be asmdler organization then we are now, with an undiminished misson

(Wadton, 1990, pg. 151).

Agan, Dan Howard addresses the importance of TQL in meeting the up coming challenges.



Empowerment/Page 1

In this downsizing environment, the choiceisclear. We ather cling to the old way of doing
things until we are driven out of business, or we harness the enormous taent of al our people to
create alean, powerful service for this country’ s future through tota quality leadership, the only

way ahead (Howard, 1992, pg. 86).

Asaprogram, TQL addresses the organizationad and cultura changes necessary to modernize
the approach to qudity. It does not, however, specifically address the techniques available for
generating in the work force the kind of energy necessary to fuel along-term continuous process
improvement effort. Nor doesit provide the leader with avehicle for managing the motivationd aspects
of an empowered employee. It isthis motivationa aspect of totd quadity, and itsimportance to the
long-term success of TQL that this paper will examine.

This subject relates to the Executive Fire Officer Program's fourth year Executive Leadership
Coursein unit two, The Management Process and Sx, Fostering Crestivity and Innovation. In this unit
two we tak about comparative analyss and identifying subsystems. Both areas of discussons are

important if the stumbling blocks to mativation are going to be removed.
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Literature Review:

The gpproach to tota quality has been evolving snce the early 1980's and has its foundationsin
the work of W. Edwards Deming. Deming defines quality in terms of both the current and future needs
of the customer. His philosophy centers on the concept of continuous process improvement, that is,
management's obligation to congtantly seek ways to improve the “systems’ or “processes’ of the
organization. A processis defined as any set of conditions, or set of causes, that work together to
produce a given result usudly a blending of machines, methods, materids, and people (Suarez, 1992).

Deming emphasizes the importance of the last ingredient, people, in the process adding that they
are an organization's principa competitive resource. He contends that American management requires a
whole new structure, from foundation upward if the problems of low quality, resource waste, and
unemployment are to be resolved (Deming, 1986). For Deming, this structure is based primarily on his
*14 Points, 7 Deadly Diseases, and a System of Profound Knowledge. 1n adopting Deming's
conceptud framework, the fire service emphasized management's respongbility for ingtituting a systems
approach to continuous process improvement and acknowledged that the involvement of its employees
must be an integrd part of thiseffort. Thus, it is argued that the centra feature of totd qudity is
continuous process improvement, a systems approach to quaity management that features the inputs of
the line workers. Centrd to the concepts of “people vaue’ and involvement is the notion of employee
empowerment. The term empowerment is used fredly in current management literature, often without
clarification of the conceptsinvolved. Literdly, the word means, “to give officid authority or legd
power to” (Webster's, 1984, pg. 408). Thus, in its most basic form, empowerment refersto the giving
of power. William Byham uses an entertaining fable to communicate the power of ZAPP!

Empowerment and definesit asthe "giving of power". Similarly, Kenneth Thomas and Betty Vethouse,
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"Pogtul ate that to empower means to give power to" (Thomas, 1990, pg. 666). But what doesit redly
mean to empower an individual or an organization? Despite the proliferation of the word in the
organizationa sciences, this question has yet to be answered definitively. Thomas and Ve thouse spesk
to thisissue; empowerment has become awidely used word within the organizational sciences. At this
early stage of its usage, however, empowerment has no agreed upon definition. Rather, the term has
been used often loosely; to capture afamily of somewhat related meanings. For example, the word has
been used to describe a variety of specific interventions, as well as the presumed effects of those
interventions on workers. In effect, empowerment has cometo reflect two interrelated, yet distinctly
different, concepts. The first concept addresses its organizationd interventions and the other, less
concrete, notion dedls with empowerment as a“ state of mind” or a“fedling” on the part of those who
are empowered. Peter Block touches on this distinction, “What this meansis that empowerment isa
gate of mind aswell as aresult of postion, policies, and practices’ (Block, 1987, pg. 68).

For the purposes of this paper, a combination of these two viewswill be used. On the one
hand, empowerment is viewed as the changes made in an organization to move power, knowledge,
information, and rewards to the lowest levels (Lawler, 1986, p. 3). These actions include specific
organizationd changes that management makes to delegate or share power. Empowerment is seen as
the psychologicd effects these changes have on the work force, i.e, the “fedings’ associated with being
empowered.

Empowerment involves those interventions taken in the organization to increase employee
participation and power. The term also encompasses the motivationd effects these actions have on the
work force. For clarity, | will aborate on both aspects. Mechanigtic Interventions of Empowerment,

the firs meaning of the term is by far the most common and generally refers to the ditribution or
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ddlegation of authority to subordinate personnd-empowerment as delegation. Proponents of this
definition believe that employees are empowered through tangible changes in the organization's power
gructure. These changes are often forwarded under the auspices of an “employee participation
program”. They contend there is no better way than delegation to promote meaningful participation by
employees in the company's operation (Jenks, 1985). Gretchen Spreitzer refersto this view of
empowerment as the “relationa perspective’” and states:

In this pergpective, empowerment can be achieved through delegation or sharing of power this

perspective has received consderable attention in the literature largdly through research on

participative management and decison making, employee involvement, delegation, and power

distribution (Spreitzer, 1992, pg. 6).

Thomas and V e thouse define these actions as environmenta changes that impact the “objective
varidblesin the individud's environment.” They provide examples such as leadership style, delegation
and job design, and dtate that “the conventional gpproach to empowerment has involved interventions
that target such variables” These tangible changes in the organization are referred to as the mechanistic
interventions of empowerment since they involve specific organizationa changes designed to push
power, knowledge, etc. down to the line workers. Examples might include delegating authority,
establishing autonomous work groups (Process Action Teams, etc.), and providing resources and or
information to line workers (Thomas and Ve thouse, 1990, pg. 676).

The mechanigtic view of empowerment is most frequently discussed in management literature
including tota qudlity literature, and includes specific actions to increase employee participation power in
an organization such as the formation of autonomous work teams (e.g. Quaity Control Circles) or

delegation of authority. Secondly, Mativationd Effects of Empowerment, the other aspect of
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empowerment addresses the psychologicd impacts or “fedings’ of being empowered, that is,
empowerment as motivation.

Spreitzer refersto this as the “ psychologica perspective’” of empowerment and states; the
second (psychological) perspective of empowerment has recelved considerably less atention in the
literature. 1t ismore psychologica in nature and is viewed as a subjective phenomenon relaiond
(mechanigtic) and psychologica empowerment is believed to be related because psychologica
empowerment may be an outcome of relational empowerment (Spreitzer, 1992, pg. 7).

Members of the "empowerment as motivation” school often speak of the “energy” involved in
the process or the “energizing” effectsit has on the work force. Byham refersto ZAPPI as"aforce that
energizes people’ (Byham, 1988, pg. 34). Thomas and Vethouse eaborate upon their earlier definition
by explaining that “power” can have severd meanings, in alega sense, power means authority, so that
empowermert can mean authorization. Power dso may be used to describe capacity, asin the self-
efficacy definition of Conger and Kanungo. However, power dso means energy. Thus, to empower
a0 can mean to energize. Thislatter meaning best captures the present motivationd usage of the term
(Thomas & Vethouse, 1990, pg. 667).

Margot Robinson specificaly addresses this concept of empowerment as motivation or energy.

How exactly do you give power to someone? Think about your persona experiences. Maybe

you've worked in a Stuation in which you fdlt you had a vote; people listened to you and gave

you credit for being an inteligent, thinking human being. How did you fed in that Stuation?

Y ou probably felt energized, asif you could make a difference through your work. 1f so, you

have some idea of what it isto be empowered. It follows that a manager's ability to generate
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this sort of energy in hisher employees and subsequently tap it for the company's good canand

does, have aremarkable effect on the organization's success (Robinson, 1993, pg. 44).

Thomas and Vdthouse identified this aspect of empowerment as intrinsic task motivation, that
IS, motivation that results from rewards obtained directly from the work itsdf (Thomas & Vedthouse,
1990).

Extrinsic motivation, on the other hand, is that mativation semming from rewards/punishments
handed out by others. Lawler eaborates on this digtinction, "Intringc rewards have to be given to the
individud by himsdf or hersdf; dl the organization can do is set up conditions where thisis possible.
Extringdc rewards, such as money and promotion can be formdly dlocated by an organization. Some
authors stress the importance of both types of incentives' (Lawler, 1986, pg. 29).

Lawler dates that rewards are important determinate of behavior in organizations. Both intringc
(internd) and extringc (externd) rewards can be affected by participative programs. Such intringc
rewards as fedlings of accomplishment and salf-worth can be increased as aresult of individuas being
involved in important work decisons. He continues participation (in goa setting) has the effect of
simulating or creeting a connection between aparticular level of performance and the reception of
intrinsc rewards (Lawler, 1986).

Others bdlieve the rddiance on extringc rewards to be the bane of Western management,
maintaining that intrindc rewards are potentidly much more powerful because they encourage fedings of
ownership in theworker. An individud will be committed to the task if they place intrindgc vaue (i.e,
fedings of sdf-esteem, competence) on the quality of the product.

Manz argues that the god of empowerment is* sdlf-leadership” and sates, the labd “ sdif-

leadership” has been adopted to connote a process that involvesintringc motivation and committed to
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accomplishing something that is persondly reevant, meaningful, and that the individud helped to sdect
and feds some ownership of. On the other hand, an individua driven by extrinac rewards will only
comply with regulations to avoid losing pay, promotion, job security, etc. (Manz, 1991, pg. 18).

Senge denounces the reliance on extringc incentives, sating, from an extringc perspective, the
only way to get continuous improvement is to find ways to continualy mativate people to improve,
because people only modify their behavior when there is some externd motivation to do so. Otherwise,
they will just Sit there, or worse, dide backwards. This leads to what workers perceive as management
continudly raising the bar to manipulate more effort from them (Senge, 1992, pg. 32).

Covey agrees, dating, “That focus on golden eggs (extringc rewards) thet atitude, that
paradigm is totally inadequate to tap into the powerful energies of the mind and heart of another
person.” He continues that by stressing the importance of intrindc rewards, psychic or psychologica
consequences include recognition, approva, respect, credibility, or the loss of them. Unless people are
in the survivad mode, psychic compensation is often more motivating than financial compensation”
(Covey, 1989, pg. 59).

Based on thisresearch it is argued the motivationa heart of empowerment isintringc task
activation which is defined as “ pogitively vaued experiences that individuas derive directly from atask”
(Thomas & Vethouse, 1990, pg. 668).

The Thomas and Tymon modd of empowerment identifies anumber of actions desgned to
increase this agpect of empowerment. It providing managers with the "building blocks' and "team
actions' necessary to fogter what they identify as the four eements of intringc task motivation-choice,

competence, meaningfulness, and progress (Thomas & Tymon, 1993).
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The topics discussed in this paper are certainly not new to the field of management science. In
fact, a congderable amount of resource data is available on empowerment, total qudity and intrinac
motivation, only afew however address how they arerelated. A prominent quaity expert, Karou
| shikawa advocated the necessity of an empowered work force in atotd qudity setting when he
emphasized involvement of the entire organization in the quest for tota qudity. He postulated that there
was not enough reliance on inputs to quality from non-specidids (line-workers) in the United States.
Ishikawa credited the relative successes of the Japanese quality effort compared to those of Western
industry to the total commitment to quality of al employees, not just afew staff speciaists or
consultants. He cdled this concept company wide qudity control (CWQC) (Ishikawa, 1985).

Current research indicates that the concepts of employee empowerment or involvement and
total qudity exist Smultaneoudy to one degree or another in many U.S. companiestoday. One such
study, conducted by Dr. Edward Lawler, specificadly addressesthisissue.

Lawler's Survey

Edward Lawler studied the rationship between these two ideas through a series of surveys
using inputs from many of the current Fortune 1000 businesses. He concluded, “thereisaclose
relationship between Totd Qudity Management programs and employee involvement programs’
(Lawler, 1992, pg. xvi). It should be noted that Lawler's notion of employee involvement is very smilar
to the concept of employee empowerment as defined in this study. While some conceptud differences
do exig, paticularly in relation to the latter emphasis on intringc motivation, the results of his survey
neverthdess are informative. Hisfindingsillustrate the emphas's placed on both concepts by today's
leading businesses, aswell asthe way that the top managers of those organizations view the relationship

between the two in the context of the company as awhole.
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The results reported below are adapted from Lawler's 1990 follow up survey of 313 Fortune
1000 companies, gpproximately 50% were from the service sector and 50% from the manufacturing
sector. Their median Size was between 9,000 and 10,000 employees and in just over haf the cases
(55%), managers respongble for personnd and human resources gave responses to the survey. The
remainder of the questionnaires were completed by other senior executives in the organization (Lawler,
1992, pg. 4).

The purpose of Lawler's study was to determine how employee involvement and tota qudity
management is related in companies that have used them both. He specifically asked the participants
three questions on the subject.

1. Which of the two programs started first?
2. How arethe programs managed?
3. How does management view these concepts?

Thefirgt question addressed the issue of chronologicd order. Results are contained in Figure 1.
The preponderance of responses indicating that employee involvement started first can be credited to
the fact that it was popularized early in the United States.

What Started First?

Involvement First 54.00%
Simultaneoudy 18.00%
Quality First 28.00%

Figure 1 - Relationship of Employee Involvement to Total Qudity
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In contrast total quality isardatively recent phenomenon in American businesscircles. Lawler
dates, "Early employee involvement, often entailing the establishment of qudity cirdles and other
participation groups (mechanistic interventions), can set the stage for the systematization of these efforts
through atota qudlity program” (Lawler, 1992, pg. 103).

The second question addressed the way that Americas leading companies managed their
involvement and quality programs. Results were much less definitive in this case (see Figure 2). Lawler
notes that thisis acritica issue in the success of the respective programs. He contends that, "having two
goproaches with different names may set the stage for competing programsin an organization” (Lawler,

1992, pg. 103).

How Are They Managed?
Coordinated 32.00%
Separ ate Programs 32.00%
Single Program 36.00%

Figure 2 - Relationship of Employee Involvement to Tota Quality
Finaly, Lawler asked managers how they viewed the relationship between employee
involvement and tota qudity, essentidly, which effort predominates? The resultsindicated that a clear
magority of managers believe that total quality encompasses involvement (see Figure 3). It is here that
Lawler's sudy hasthe most relevance for this study. The results obtained in response to this question
imply that American managers assume that the organizationa changes induced by atota qudity program
will result inan “involved” work force. Lawler voices this assumption, "Tota Qudity Management

programs often establish quality circles and other participative groups, sometimes called qudity-
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improvemert teams, that are clearly away of creating involvement and sharing power” (Lawler, 1992,
pg. 103).

Image of Relationship?

Involvement Part of TQ 76.00%

TQ Part of Involvement 24.00%
Figure 3 - Relationship of Employee Involvement to Tota Quality

This supposition, which ignores the motivationd aspects of an “empowered” vice an “involved”
work force, plants the seeds for the eventua failure of most quaity programs. Again, managers seem
more comfortable deding with the actions of their employees rather than their fedings. Lawler identifies
this possibility of tota quaity management may aso be an easier concept to raly managers around,
since on the surface it emphasizes work processes rather than issues of power and management style
(Lawler, 1992).

Deming addresses thistopic at length, stating, "In my experience, people can face amogt any
problem except the problems of people. They can work long hours, face declining business, face loss
of jobs, but not the problems of people" (Deming, 1986, pg. 85).

In fact, Deming refers to the establishment of Qudity Control Circles and so-called “employee
involvement” programs as “ingtant pudding” and “alazy way out”. He continues,

Faced with the problems of people, management, in my experience, go into a sate of paralyss,

taking refuge in formation of QC-circles and groups for EI, EP, and QWL (Employee

Involvement, Employee Participation, and Qudity of work Life). These groups predictably

disntegrate within a few, months from frudration, finding themsdves parties to a crue hoax,
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unable to accomplish anything, for the ample reason that no one in management will take action

on suggestions for improvement (Deming, 1980, p. 85).

Lawler summarizes the findings of his sudy by gaing, “ Employee involvement may be viewed
as creating the organizationa context needed to support quality improvement processes’ (Lawler,
1992, pg. 105). Here he clearly delinestes between his notion of involvement and the motivationd
effects associated with the term empowerment. He emphasizes the fact that involvement primarily
affects the organizationd context or structure, aresult this paper attributes to the mechanistic focus of
current empowerment interventions. Equally important, however, are the psychologica effects these
interventions have on the work force, a distinction often overlooked by management (Lawler, 1992).

Peter Block discusses the reservations that American managers have regarding the concept of
managing "fedings'. Herefersto this asthe "denid of sdf-expresson” (Block, 1987, pg. 27). The
notion of empowerment as motivation, specificdly intrindc motivation, is much more difficult for
managers to grasp than a Imple change to an organizationd chart or policy letter. Consequently, itis
more likely to be excluded from any formd attempts to empower the work force. Thisexclusonis
often due to management's lack of training in the behaviora sciences, coupled with ardliance on the
scientific management techniques concelved during the early part of this century. Another possble
reason that American managers tend to shy away from this agpect of empowerment isour cultural norm
that indsts that work is no place to discuss “fedings”

Block dtates, "Thereis a strong belief in organizations that we need to exercise sdlf-control as
well asto submit to the authority of those above us. When we are asked how we fedl about something,
the answer iswho cares? Were here to get the job done; we're here to be rational and logicd and to

get onwith tile business at hand. Thisisno place to tak about fedings' (Block, 1907, pg. 27).
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He goes on to identify a phrase that many of us have undoubtedly heard before, “In fact, one of
the strongest terms of contempt is to say to somebody, let's not get into that touchy/fedy stuff” (Block,
1987, pg. 28). He further discusses the ramifications of denying the “feglings’ aspect of empowerment,
which we pay a high price when we deny sef-expresson. All managers are constantly looking for ways
to mativate and energize the people working for them. The source of dl energy, passon, motivation,
and an interndly generated desire to do good work is our own fedling about what we are doing. To
deny sdf-expresson and ask people to exercise self-control and to behave themsdvesisto put a
damper on ther level of motivation and energy (Block, 1987).

Along the many changes brought about by today's dynamic, competitive business environment,
however, isthe shifting of this culturd norm to one that saysthét it is acceptable, and often imperative to
manage employee fedings aswell asactions. The Thomas and Tymon empowerment model facilitates
this change, providing managers with practical guidance on trandating complicated theories of human
motivation (eg. Deci. Madow) into pragmetic, hands-on applications that have relevance on the shop
floor. More specificdly, the Thomas and Tymon modd provides the tools necessary to manage the
fedings of an empowered work force and emphasizes the role of intringc task motivation in the process
(Thomas & Tymon, 1993).

Deming dso emphasizes intringc motivation, sating, "The possibility of pride of workmanship
(intrindc motivation) means more to the production worker than gymnasums, tennis courts, and
recregtion areas' (Deming, 1986, pg. 85).

Lawler argues that effective involvement/empowerment interventions foster high level of intringc
moativation in the work force and result in better quaity. He States, "It (intrindc motivetion) is high

because people fed respongble for how well the work is performed. Asaresult, they become
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intringcaly motivated to perform it well, qudity is the key here; people become motivated to do hi
quaity work. They want to be associated with a high-quality product because it satisfies their needs for
competence and self-esteem” (Lawler, 1986, pg. 31).

Senge a0 ties together the coneepts of intringc motivation and quaity, stating, 'Intringc
motivation lies a the heart of Deming's management philosophy corporate commitment to qudity thet is
not based on intringc motivation is a house built on sand.” He further pogtulates, from an intringc
perspective, there is nothing mysterious a dl about continuous improvement. If left to thelr own devices
people will naturdly look for waysto do things better, what they need is adequate information and
appropriate tools (Senge, 1992, pg. 32).

Thus, it is argued that empowerment asintringc motivation provides the energy necessary for
successin aqudlity effort, while TQL provides away of harnessang this energy for continuous
improvement. It isthe motivationa aspect of empowerment and its ability to energize the work force
that enables managers to harness and direct an otherwise untapped energy source, employee power
toward the god of continuous improvement.

The role of empowerment, specifically empowerment as mativation, in atota qudity settingisto
generate the energy necessary to fud the continuous improvement process centrd to tota quality.
Byham identifies this relationship; "More and more in years to come, the successful organizationswill be
the ones best able to gpply the credtive energy of individuals toward constant improvement. Y,
constant improvement is a vaue that cannot be imposed upon people. It hasto come from the
individud. The only way to get people to adopt congtant improvement asaway of lifein doing daly

businessis by empowering them™ (Byham, 1905, pg. viii).
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Dverrin and Adams discussin detall this agpect of empowerment in hedlth care settings, sating,
"The shift from compliance to continuous improvement requires a bridge empowerment by which all
employees can contribute their intelligence, knowledge, and experiencein the service of full circle
thinking" (Dverin and Adams, 1993, pg. 222).

Totd qudity leadership provides for many of the mechanigtic interventions of empowerment,
including the formation of Quality Management Boards and Process Action Teams. It does nat,
however, provide a vehicle for managing the “fedings’ of an empowered work force or for generating
the kind of energy required for long-term success of the program; hence, the “motivation gap.” The
bridge from compliance to continuous improvement will only be completed when managers employ the
interventions associated with empowerment as maotivation, that is actions designed to enhance a
worker'sintringc desire to produce a quality product or service. Examples of thiswider category of
interventions would include the use of visonary leadership, eg., Bennis & Nanus, 1985, Block. 1987,
Nanus, 1992, and the nurturing of trust and sdf-esteem (e.g., Bennis. 1989; Covey. 1989; Deming,
1986; Lawler. 1986; Byham, 1988). Based on the information contained here it is concluded, to be
successful in the long run, the philosophy of tota qudity specificdly totd quadity leedership, requires
managers employ more than just the mechanigtic interventions of empowerment. They must dso employ
other types of actionsto effectively manage the intrindgc motivation (energy) of the work force.

It is the concept of empowerment as intrindc motivation as embodied by the Thomas & Tymon
modd of empowerment, that will be used to manage the “fedings’ of an empowered work force and
thus bridge the ggp in TQL theory and training (Thomas & Tymon, 1993).

The qudity experts frequently soesk to the importance of employee motivation and involvement

inatotd quality effort. None, however, address specificadly how to achieveit in the work place.
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Generdly, they content themsalves with the assumption that employees are self-motivating and
management needs only remove various “barriers’ to see that motivation redized. This section will
discuss the findings of the literature review on this subject, examining the work of three of the most
prominent writers in the qudity field, Phillip Crosby, Joseph Juran, and | Edwards Deming.
Crosby on Mativation

Of the three quality experts being discussed, Crosby spends the least amount of time on the
subject of motivation. He does, however, speak of demotivation, that is, the notion that al workers are
originaly motivated but eventudly become disenchanted due to falures in the organization. He States,
we must ask ourselves, “Why do we need a specia program to motivate our people? Didn't we hire
motivated employees? They were wedl motivated when they came to work. That first day, when they
reported in, there was nothing but smiles, everything was positive" (Crosby, 1984, pg. 34). He
continues, however, afew months or years later things are different. The employeeisnot a dl thrilled
with the company and thejob. Employees are turned off to the company through the norma operating
practices of the organization. The thoughtless, irritating, unconcerned way they are dedlt with iswhat
doesit. They fed they are pawnsin the hands of uncaring functiona operations (Crosby, 1994).

Crosoy identifies severd examples of this trestment, focusing on one way performance reviews,
unfair expense account practices, and a*“meeting culture’” dominated by senior members. He
concludes, “Being an employee in a hasding company isalot like living a home after you grow up and
having your parents decide dl kinds of things for you” (Crosby, 1984, pg. 19).
Juran on Moativation

Juran devotes a considerable amount of time to the topic of mativation. Mogt of thistime,

however, is spent smply outlining the prominent theories of motivation conceived by dinica
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psychologists and behaviord scientists. He discusses at length the theories of severd of these
motivation experts, including Madow (1954), Herzberg (1959), McGregor (1960), and Hackman and
Oldham (1980). Hisdiscussion of Frederick Kerzberg's work is particularly relevant to this study.

Herzberg draws the distinction between intringc and extrindc rewards, calling the extringac
category of incentives hygiene factors (or dissatisfiers). He contends thet, after a certain point,
providing more of these factors will only prevent worker dissatisfaction rather than motivate the work
force. In order to truly motivate employees, Herzberg believes that management must use incentives
that are intringc to the job itsdlf, or motivators. These motivators, such as achievement, recognition, and
responsbility will result in organizationd, “wellness’ (Herzberg, 1959).

By identifying the merits of Herzberg's work Juran demongtrates his belief in the power of
intrindc motivation. Hefalls, however, to provide further guidance on his views regarding the nurturing
of thistype of mativation in the work force. Fittingly he closes his discusson on the theories of
motivation by gating, “Unfortunately, the behaviord scientists have not trandated their findings fully into
the manager's didect” (Juran, 1964, pg. 142).

Like Deming, Juran speaks of the “Pride of Workmanship” indde each employee to do qudity
work. Heimpliesthat workers are salf-motivating with respect to qudity; the problem lies not with the
worker but with management. American management, he believes, relies too heavily on the
gandardized, inflexible principles of management espoused by Frederick Taylor in hiswork the
principles of scientific management. Juran states, "Taylor's mgor premise lack of worker education has
been made obsolete by the remarkable rise in education levels. As a consequence the magjor
underemployed asset in the United States is the education, experience, and crestivity of the work force'

(Juran, 1980, pg. 153).
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Juran sums up his thoughts on mativation by gating, “Managers are unified in their belief that
motivation is vital, but they are divided on how to achieveit” (Juran, 1970, pg. 110).

Deming on Motivation

Deming emphasizes the importance of aworker's intrindgc motivation in the total quaity process,
often referring to it in genera terms as “Pride of workmanship (Deming, 1986, pg. 76) or “Joy in
Work” (Aguayo, 1990, pg. 181). Christy gates, “It would seem clear that his (Deming's) phrase
“Pride of Workmanship' relates to aworker's intrinsic motivation to produce quality work" (Christy,
1992, pg. 17).

Aguayo adds, “In the Deming view, intringc motivation is the engine for improvement”
(Aguayo, 1990, pg. 103). Like the other quality experts, Deming contends that workers are inherently
motivated to do quality work. He gtates, “ Tak about motivation people are motivated. All people are
motivated” (Walton, 1990, pg. 83).

In conjunction with his emphasis on intrindc motivation Deming strongly discourages the use of
extringc motivators on the work force. He credits the use of externd (extringc) rewards, such as
ranked performance appraisas, asthe main source of “fear” in the work place (Deming, 1986). He
adds, “Management that deniesto their employees dignity and salf-esteem will smother intringc
motivation” (Deming, 1990, pg. 13). This circumstance, he believes, results from management’s
reliance on externd rewards. He continues, “some extringc motivators rob employees of dignity and
sf-esteem” (Deming, 1990, pg. 14). Deming's Point 12 urges managers to remove the “barriers’ to
intrindc mativation and end this reliance on extrindc motivation. Christy eaborates, "foremost is
Deming's admonition to remove the barriers that rob people of Pride of Workmanship, his Point 12.

These “barriers’ that Doming mentions involve externd (extringc) rewards and punishments. Deming
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assarts that these externa rewards and punishments stifle or kill aworker'sintrinsc motivation by
causng him to focus on the external incentives such as piecework pay, incentive pay, quotas,
punishment, instead or experiencing the intringc rewards of the task, or Pride in Workmanship (Christy,
1992, pg. 22).

Deming's beliefs on motivation as discussed above, are clear. Firg, al workers are inherently
motivated to do qudity work, (i.e., “Pride { Joy} of Workmanship”). Second, management'sjob isto
remove the “barriers’ to thisintrindc motivation, thus fuding the engine far improvement, and third, the
reliance on externd (extringc) rewards isthe main “barrier” to worker motivation.

A common theme in the quality expert's theories on motivation isthe belief that dl workers are
inherently motivated to do qudity work. Additiondly, thisinherent (intringc) mativetion is universadly
identified as the key to total quality. Two of the three experts discussed here, Juran and Deming,
explicitly refer to thisintringc motivation as “Pride of Workmanship” or “Joy in Work.” They assert
that management need only remove the “barriers’ to intringc motivation in the work place and good
things (qudity, productivity, etc.) will follow. These“barriers’ include the use of performance ratings,
guotas, piecework pay, and other externa rewards.

Despite the unanimity as to the importance of intringc motivation in atota qudity setting, none
of the experts provide guidance on how to enhance or manage it in the work place. Nor do they
suggest how to tap into it as a source of continuous improvement. Thus, it is concluded, the quaity
experts unanimoudy agree on the importance or intringc motivation and involvement in atotd quaity
effort, but they do not address specificaly how to achieve/nurture it in the workplace.

Lawler on Empower ment
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Edward E. Lawler |11, isaresearch professor and professor of management at the Graduate
School of Business Adminidration a the University of Southern Cdifornia His educationd background
isin psychology (Ph.D., Berkeley, 1964) and his practical experience involves work as a management
consultant on the topics of employee involvement, organizationa change, and compensation. He hes
published extensvely on these subjects, authoring many popular books and papers including his most
prominent book, High-1nvolvement Management (1986). In that work, Lawler introduces the concept
of employee involvement as a management strategy. As Sated earlier, his notion of employee
involvement is very Smilar to the concept of employee empowerment as defined in this study, dthough
he is conceptudly less focused on intringc motivation. Lawler argues that today's business environment
requires a shift from the traditiond bureaucratic style of management to one that encourages employee
participation and involvement. He states, "The societd, business, product and work force changes that
have occurred argue strongly for a change in management style. Clearly, American organizations need
to be more effective Smply to be competitive and not just somewhat more effective, but dramaticaly
better” (Lawler, 1986, pg. 19). He continues, "It is unlikely that dramatic improvements can come
about through the use of traditional management gpproaches. Participative management makes the most
sense because it fits well with the mgor changes. Participative management suits the current work
force, technologies, and societd conditions better than any other dternative" (Lawler, 1986, pg. 20).

Lawler believes that there are many techniques or “programs’ that can be used to implement to
one degree or another this new management style, labeled participative management. His book includes
separate chapters on many of the structurd gpproaches to employee involvement including qudity
circles, employee surveys, job enrichment programs, work teams, and gain sharing. He dtates,

“participation is not something that organizations either have or do not have - it comes in many forms
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and can be brought about in many ways’ (Lawler, 1986, pg. 22). He does not, however, address
specific techniques for improving worker intringc motivation other than to acknowledge thet it exists and
isimportant.

Centrd to Lawler's mode isthe bdief that the effectiveness of these disparate programs can be
measured by the degree to which they push downward in the organization the four keysto participation
information, knowledge, rewards, and power. He dtates, "These different programs al move one or
more of the following further down in the organization, information, knowledge, rewards and power.
This has the effect of dlowing more people to participate in important decisions and activities, and
because of this, these programs are often collectively referred to as participative approaches to
management” (Lawler, 1986, pg. 3). He summarizes by providing managers with alist of leadership
skills necessary to effectively manage a participative work force, sating “overdl, managersin high
involvement organizations need a particular st of leadership skillsthat will dlow them to do four critica
things for the organization. These leadership skills he contends, include: (1) building trust and openness,
(2) providing avison and communicating it, (3) moving decisons to the proper location, and (4)
empowering others' (Lawler, 1986, pg. 211).

Block on Empower ment

Peter Block’s expertise liesin his vast experience (25+ years) as an organizationa development
consultant. His educationa background isin organizationa behavior (M.A., Yae). Block’swork, The
Empowered Manager (1987) isthe culmination of his efforts snce the mid-sixties to foster the concept
of employee empowerment in his client.

Block uses the term empowerment to represent the use of pogitive paliticsin the organizationd

environment. He states, “Palitics is the exchange of power and so goes hand in hand with
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empowerment” (Block, 1987, pg. xviii). He argues that bureaucratic organizations foster negative
politics, which he defines as actions that are in the service of our own sdlf-interest. To be politica isto
be saf-serving on behdf of our own career. Pogitive Politics, on the other hand, represents the notion
that people can have sdf interests that factor in the well being of the entire organization and pursue those
interests without manipulation or decet (Block, 1987).

Block contends that empowerment is the only way for an organization to break out of the
bureaucratic cycle. He gates, “the way through this dilemmaisto act in away that serves our
empowerment” (Block, 1987, pg. 69). He continues, empowerment stems from two sources, (1) the
structure, practices and policies we support as managers who have control over others and (2) the
personal choices we make that are expressed by our own actions (Block, 1987).

Management’ srole in the process is to “empower oursalves and to create conditions under
which others can do the same’ (Block, 1987, pg. 70). Like Lawler, Block designs the mgority of his
action sequences to affect the organization as awhole rather than the individua employee. His
suggestions include (1) “flattening out” the organizationd hierarchy, (2) changing company supervisory
policies, and (3) reverang the performance appraisa processintringc motivation (Block, 1987).

Block indirectly addresses the importance of intringc motivation when he defines the concept of
“enlightened sdIf interet”. A person with an enlightened sdlf-interest does not pursue the traditiona
gods of pay and advancement (myopic sdf-interest); instead they interndize the vaue of their job by
pursuing “ mastery, meaning contribution, integrity and service’ (Block, 1987, pg.93). He dates, "If |
define sAf-interest only as those things that win the gpproval or are under the control of other people, |
am dictating a dependent life style for mysdlf. Contribution, service, meaning, integrity, and touching

other peoplein apostive way are dl things| can do on my own" (Block, 1987, pg. 21).
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Additiondly, Block touches on intringc mativetion in his satement, "The only judtification for
taking arisk and creeting an organization of your own choosing isto do it out of a commitment to
something you believein. In asense, something that you have to do. The “haveto do” comesfrom
ingde, not outsde”’ (Block, 1987, pg. 82).

Management’srole in this process is to create an organizationd environment that vaues
autonomy, encouraging workers to choose their own course and commit themsalves to its success.
Block suggedts that, as managers we can encourage this behavior by “acting in ways that give others
ownership” and “ creating avison of greatness for oursaves and asking our subordinates to do the
same’ (Block, 1987, pg. 83). Block’ s work, though conceptualy powerful, stops short of providing
the manger on the line with an explicit st of actions that he/she can use to fogter individud
empowerment in the work force.

Basad upon the information contained in this section regarding the "generd™ modes of
empowerment it is concluded, though conceptudly strong the “generd” models of empowerment do not
provide the typica line manager with the practical tools or direction necessary to empower their
employees.

At the other end of the spectrum from the "generd™ modds of empowerment are a number of
works that provide line managers with a detailed list of actions necessary to empower the work force.
Their authors usudly have agreet ded of experiencein ther particular line of work but little formd
education in organizationa dynamics or psychology. Consequently, these "specific' modds of
empowerment tend to be conceptually vague, particularly on the notion of empowerment as motivation.

Essentidly, these works provide a detailed direction on how to get there from here, but fail to explain
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exactly what or where "there’ is. While many examples of this type of modd exi, this study will focus
on the works of Christopher Altizer (1993) and Gordon Dverin with Kenneth Adams (1993).
Altizer'sModel of Empowerment

Christopher C. Altizer isa Training Development Manager for the Allstate Insurance Company.
In hisarticle, Four Steps to Empowerment, he describes the four "tactics of empowerment” used in his
company (Altizer, 1993, pg. 21). He begins his article by describing the importance of empowerment in
atota qudity setting Sating, empowerment and tota quality management, two business crazes of the
early 90's, are proving to be strategies that can improve customer satisfaction, reduce process costs and
improve employee development and retention. The trick seemsto be linking the two and understanding
employee empowerment as more than a"nice to do" (Altizer, 1993).

Altizer goes on to sate that empowering employees involves much more than telling them they
are’ and outlines what he believes to be the four steps to empowerment. These are (1) reviewing
employee authority leves, (2) deegating authority, (3) encouraging innovation, and (4) recognizing and
rewarding empowered behavior. These steps are summarized below.

In the first step, Review Employee Authority Levels, Altizer contends that the tight procedura
controls present in most organi zations are only necessary when employees are inexperienced or
undereducated. However, as organizations, “flatten” to meet today's business chalenges, limiting the
authority and creetivity of thework force is agrave mistake. He states, "'In the flattened 90's,
employees tend to be longer tenured, therefore more experienced. The empowering manager makes
the mogt of that experience” (Altizer, 1993, p. 21). He continues, "authority limits serve a useful
purpose, but when the circumstances that precipitated their use have changed, the empowering manager

removes them for three reasons. (1) To dlow employees the freedom to meet customer requirements,
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(2) to fully develop employee skills and (3) to demongtrate the degpening trust in employee abilities'
(Altizer, 1993, pg. 21).

The second step to empowerment is Delegate, Delegate, Delegate. Here, Altizer stresses
management's respong bility in alowing employees to provide solutions to the process problems they
identify during the course of continuous improvement. He states, “ The empowering manager provides
parameters and solution resources, but requires employees to solve the problems’ (Altizer, 1993, pg.
21).

Altizer's third step to empowerment is Encourage Innovation. He states that employee initiative
and innovation are essentid to quaity improvement” and argues that managing “by therules’ or “by the
book” only servesto inhibit thisinitiative to the detriment of process improvement. He goes on by
dating that the empowering manager alows employeesto build on past |essons to make process
changes, and redefines “risk-taking” as a virtue rather than a vice empowerment sometimes involves
encouraging innovation and initiative for its own sake (Altizer, 1993, pg. 22). In this environment
managers should encourage risk taking in their employees by rewarding them when they succeed and
not punishing them when they fal.

The fina step to empowerment is Recognize and Reward Empowered Actions. Altizer
contends that the ultimate goa of an empowering rewards system is to encourage empowered actions
by demongrating thisis (now) how it's done around here’ (Altizer, 1993, pg. 22). He states, "Once
empowered actions are understood to be “how it's done around here,” managers can begin the shift
from rewarding to expecting those actions. To effect this change, management must reward actions that
are demondtrative of an empowered work force." He continues, “The empowered manager recognizes

and rewards desired actions with public praise, letters, or just by getting out of the way” (Altizer, 1993).
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In summary, Altizer provides line managers with anumber of deliberate steps designed to foster
employee empowerment in the work place. He concludes his article by restating the importance of his
notion of empowerment, “continuous improvement requires knowledgeable, capable employees who
have the power to examine the status quo and sake changes’ (Altizer, 1993, pg. 23). He does nat,
however, delve into the conceptud foundations of the term as defined in current literature. 1n effect, this
omission leaves the reader with a precise set of directions but little concept of the ultimate destination.
The Change Navigators Mode of Empower ment

Gordon P. Dverrin and Kenneth L. Adams are both high ranking members of the organizationa
effectiveness consulting company known as Change Navigators, Inc. Their article Empowering Hedth
Care Improvement, An operationa Model, provides the second “ specific’ model of empowerment. In
it they contend that the shift from traditiond, bureaucratic styles of management to a Syle thet fosters
continuous improvement is fueled by the cregtive energy of an empowered work force. “A key role of
leadership” they argue “isto hep create this empowering environment” (Dveirin & Adams, 1993, pg.
224).

Dveirin and Adams further distinguish between the traditiond management syle whichis
characterized by compliance, and the new style characterized by empowerment. They date the
digtinction between compliance and empowerment lies in the locus of control. Compliance suggests
gstandards and levels of authority that lie outside and above those who must act. The idea of
“empowerment” suggests that those who act own the standards, and the authority to reach and exceed

them.
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To effect this change from compliance to empowerment, Dveirin and Adams present a model
for empowerment that “can serve as atemplate for leadership actions that promote empowerment.”
They cdl their work the Nine Aspects of Empowerment and briefly capsulize each aspect in the article.

Their first agpect of empowerment centers on the establishment of an organizational misson and
vigon. The authors assert that top management cannot Smply dictate this vision and expect
commitment. Ingtead, the vison must be established with input from the entire organization; it is “not
handed down from above; rather, it arises out of the dignment created by repeated didogue among all
gekeholdersinvolved” (Dveirin & Adams, 1993, pg 230). They continue, “With amisson and vision,
people can make red-time decisons that are digned with both the organization's and their own needs’
(Dverin & Adams, 1993, pg. 226). Thisissmilar to the importance of goa congruence expressed by
Block; employees with enlightened sdf-interests set goals that champion both personal and
organizationa causes (Block, 1987).

The second aspect of empowerment gives workers authority and permission to useit. Here,
management demongtrates its respect for the intelligence of the work force by alowing them “a scope of
authority and respongibility that is ample and sufficient for what is expected of them” (Dveirin & Adams,
1993, pg. 226). In doing o, the organization benefits from the resourcefulness and ingenuity of their
human resources. The authors Sate that in today's work force the typica employeeisinteligent and
capable. In order for the organization to benefit from dl the knowledge skill and capacity for intdligent
action that employees have to offer, their employees judgment and capabilities must be respected
(Dveirin & Adams, 1993).

Next, employees in empowered organizations are given control over resources. Dveirin and

Adams gate, “When every expenditure on a project must be scrutinized, people are not empowered.”
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Instead, they argue, “Each individud or group needs a clearly established leve of resource control
commensurate with their authority and scope of responsbility” (Dveirin & Adams, 1993, pg. 226).

The fourth agpect of empowerment identified in this modd centers on the need for direct
feedback to employees from customers, suppliers, etc. This accessto information is crucid if the work
force isto make inteligent, informed decisions within their scope of authority. The authors contend that
empowered employees receive meaningful feedback from al their stakeholders, the people or groups
with whom they must build a rdaionship if they are to accomplish their misson successtully (Dveirin &
Adams, 1993, pg. 226).

The fifth agpect of empowerment is access to education and training. Just as employees require
timely feedback from stakeholders to make intdlligent decisons, they aso need proper education and
training in the myriad of technical and interpersond skills required of an empowered work force.
According to this moded, management's respongbility isto provide that training. Dveirin and Adams
date, "An empowering environment provides easy access to continuous learning opportunities through
which people can get whatever kinds of development they need when they need it and in aform they
canuse' (Dverin & Adams, 1993, pg. 227).

Another aspect of empowerment revolves around management's ability to create an
environment of trust and respect. Thisisavery important aspect of empowered organizations. The
author gates, "An empowering amosphere recognizes the inherent maturity of most adults and thelr
ability to manage ther affairs appropriately. Given sKills, resources, training, a clear misson, vison, and
leadership's respect, they will do agood job" (Dveirin & Adams, 1993, pg. 227).

The next agpect of empowerment, according to Dveirin and Adams, isthe cregtion in the

organization of appropriate avenues of influence. They date, "These avenues reflect any organizationd
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mechanisms that enhance the employee's ability to communicate their particular expertise into the larger
system and subsequently to view evidence that the system benefits from changes and makes use of their
input” (Dveirin & Adams, 1993, pg. 227).

The eighth aspect of empowerment dedls with the use of meaningful incentives to encourage
empowered behavior. The authors argue that if the rate of pay, bonuses, and recognition are virtudly
independent of their accomplishments or leve of effort, people do not fed empowered (Dveirin &
Adams, 1993).

The ninth and find aspect of empowerment listed by the authors provides for the establishment
of clear boundaries within which employees are free to exercise autonomy. The authors state that within
these jointly established boundaries, employees must fed free to manage resources, manage their time,
make decisons, and have jurisdiction over a clear area of responghility and accountability (Dveirin &
Adams, 1993).

In summary, the operational model of empowerment proposed by Dveirin and Adams provides
line managers with a detailed list of what arein their opinion, the critical agpects of an empowered work
place. These agpects, they explain, must al be present if an organization isto redize the full benefits of
empowered employees. They dtate, "Given the multifaceted nature of the empowerment model, some
may wonder where to begin to focus leadership efforts. It isimportant to emphasize that the
congelation of empowerment aspects compaoses an integrd system, the full potentia for empowerment
arises from synergy among dl nine aspects' (Dverin & Adams, 1993, pg. 230).

In this fashion they argue, like Lawler, that to exclude even one aspect could resultin only a
fraction of the potentia for empowerment being redlized. Like the other specific models of

empowerment, this work provides managers with detailed instructions on how to empower employees,
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but little guidance on exactly what empowerment is. The authors are action specific but conceptudly
vague, sating only that, “ The term empowerment emerged only after we identified a congtdllation of
behaviors resulting from a recognizable form of organizational environment’ (Dveirin & Adams, 1993,
pg. 224).

Conclusion

Based upon the information continued in this section regarding the "specific' modes of
empowerment, it is concluded, that unlike the "generd™ modes of empowerment the " specific' models
provide line managers with a detalled list of actions necessary to empower their employees. However,
these models tend to be vague in their attempts to define the concepts behind the term empowerment
and its mativationa implicationsin the work place.

The above information examines the qudity expert's views on mativation, reveding that they dl
sress the importance of intringc motivation to some degree. Deming places particular emphasis on the
link between qudity and intringc motivation; he contends that management need only remove the
barriersto "Pride of Workmanship" or “Joy in Work,” his equivadent to intrinsc motivation, and total
qudity will follow. Unfortunately, none of the quality experts provide specific guidance on how to foster
intringc motivation in the work force, hence the “moativation gap”.

Alsoincluded is an examination of severd of the dternative modds of empowerment avalablein
current literature. These models are categorized as either “generd” or “specific” depending upon the
author's gpproach to the subject. The “general” models of empowerment, though conceptually strong,
do not provide the typica line manager with the practical tools or direction necessary to empower
hisher employees. In Juran'sterms, “the behaviord scientists have not trandated thar findings fully into

the manager's didect” (Juran, 1964, pg. 142). On the other hand, the specific models of empowerment
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do provide the individud manager with adetalled list of actions to achieve empowerment, however, they
fall to explain exactly what the term means or how it relates to desired worker behaviors.

These “specific’ works can be likened to providing atraveler with severd unique lists of
detailed indructions but not providing him with a clear description of his destination or, more
importantly, with a map with which to integrate the different lists. The “generd” modds of
empowerment describe in great detall the traveler's destination but do not provide him with practica
directions on how to get there.

What the traveler (line manager) needsis atool that combines the conceptual foundations of a
“generd” mode with the detailed directions of a“specific’ modd. In effect, thistool would provide our
travelers with the “map” necessary to guide them from their unique points of origin to acommon
degtination an empowered work force. This map would aso provide a means of reconciling and
integrating the different sets of directions that the “ specific’ models invariably produce. Thusitis
concluded that the individud line manager needs atool that combines the strong conceptud foundation
of a“generd” empowerment modd with the detailed actions of a* specific’ modd.

Based upon the research conducted in conjunction with the drafting of this research paper, the
Thomas and Tymon mode of Empowerment, outlined on the following pages, does the best job of
reconciling this difference between the two disparate categories of empowerment models. It provides
the line manager with a set of tools that are both conceptualy strong and detailed enough to be
practicd. Additiondly, the Thomas and Tymon model bridges the mativation gapsin TQL theory and
training by providing managers with ameans of fostering intringc motivetion in the work force (Thomas
& Tymon, 1993).

The Thomasand Tymon Model of Empower ment
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A. INTRODUCTION

From the individual manager's perspective the Thomas and Tymon modd of empowerment
gppears to be the most effective tool currently available for fostering an empowered work force. It
combines a strong theoretical foundation, empowerment asintrindc motivation, with a set of specific
action recommendations, thus giving the line manager a practical, conceptudly focused tool for creating
empowerment.

B. Background: The Thomas/Vdthouse Cognitive Moddl

The Thomas and Tymon mode builds upon the earlier work of Thomas and Vethouse who
define empowerment in terms of intringc motivation. Thomas and Vdthouse argue that the intringic
rewards derived from atask result not only from the successful performance of task activities, but dso
from ameaningful task purpose. Here the authors digtinguish their modd from previous works on the
subject (Deci, 1975; Deci & Ryan, 1985) by defining “task” in terms of activities and the rationae for
those activities. They dtate, “task refersto a set of activities directed toward a purpose. Thus, atask
includes both activitiesand apurpose’ (Thomas & Vedthouse, 1990, pg. 668).

Centrd to the Thomas and Ve thouse modd is the identification of task assessments.
Essentidly, task assessments are the individua's cognition (judgments) regarding the task they are
performing. The authors Sate that intringc task motivation involves that generic cognition by an
individud, pertaining directly to the task, that produces motivation and satisfaction. Task assessments
are presumed to be the proxima cause of intringc task motivation and satisfaction (Thomas &
Vethouse, 1990, pg. 668). They continue that the task assessments are viewed as interpretations or

congructions of redity, rather than smple recordings of objective facts. Thus, intringc task motivation
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(and subsequent behavior) is asserted to be influenced not solely by externa events, but dso by the way
these events are construed (Thomas & Velthouse, 1990, Pg. 669).

In their model, Thomas and Vethouse identify the cognitive components of intrindc motivation,
or task assessments, to be impact, competence, meaningfulness, and choice. Like Thomas and
Ve thouse, Thomas and Tymon use the concept of task assessments as the foundation for their model.
However, based upon the results of their empirical work, the task assessment impact was reinterpreted
asprogress. Consequently, the Thomas and Tymon model identifies the four task assessments of
empowerment as choice, competence, progress, and meaningfulness (Figure 4). In addition, Thomas
and Tymon are more explicit about the positive emation, which accompany these assessments and serve
asintringc rewards. Thus, the task assessments are cdled the four "fedings' of empowerment. The

four fedlings of empowerment are defined as follows.

Sense of Opportunity Sense of Accomplishment

Task Activities | Fedlings of CHOICE Fedlings of COMPETENCE

Task Purpose Fedlings of MEANINGFULNESS Fedings of PROGRESS

Figure 4. The Four Fedings of Empowerment
Thomas and Tymon M odel

CHOICE is the opportunity you fed to sdlect task activities that make sense to you and to
perform them in ways that seem appropriate. The feding of choice isthe feding of being free to choose,

of being able to use your own judgement and act out your own understanding of the task.



Empowerment/Page 1

COMPETENCE is the accomplishment you fed in skillfully performing task activities you have
chosen. Thefeding of competence involves the sense that you are doing well, quaity work on atask.

MEANINGFULNESS is the opportunity you fed to pursue aworthy task purpose. The
feding of meaningfulnessis the feding that you are on a path that is worth your time and energy thet you
are on avduable misson that your purpose mattersin the larger scheme of things.

PROGRESS is the accomplishment you fed in achieving the task purpose. The feding of

progress involves the sense that the task is moving forward, that your activities are realy accomplishing
something (Thomas & Tymon, 1993).

These fedings, the authors explain, slem from “both the task activities (behaviors) you perform
and the task purpose (goa or mission) you are trying to achieve' (Thomas & Tymon, 1993, pg. 8).
The Thomas and TymonMode - Specific

Unlike the generd models of empowerment described earlier, the Thomas and Tymon model
does not stop with the establishment of a sound conceptual foundation. In fact, their modd provides the
reader with a much more definitive list of actions than the specificl models of empowerment. The
authors identify the key eements that increase each of the four fedings of empowerment. These
elements are called building blocks. For each building block, the model identifies two distinct types of
actions. Fird, it lists specific actions a manager can take to empower their employees; these are labeled
team actions. Second, the authors provide a set of actions that the individud can take to empower
them; these are cdlled persond actions.

To illugrate the practicdity of the Thomas and Tymon model, afew of the more prominent
building blocks and corresponding team actions for each of the four fedings of empowerment are

outlined below.
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Building Fedlings of Choice

Thomas and Tymon contend that establishing the building blocks of trust and security in the
work placing them space to exercise it enhances fedings of choice. The establishment of trust both up
and down the chain of command as the cruel of empowerment and the cornerstone of Total Qudity
Leadership (Thomas and Tymon (1993, pg. 11).

Building the Fedlings of Competence

Once the employee chooses atack and begins work, the proactive manager takes every
opportunity to reinforce this behavior, fogtering in that individud the feding that they are doing a good
job. Thomas and Tymon provide severd building blocks to assst in that effort, including positive
feedback and growth opportunities (Thomas & Tymon, 1993).

The authors contend that positive feedback is the key ingredient for enhancing fedings of
competence in the work force. Managers can tap into this positive energy source by giving members
feedback that is more * gppreciative’ (poditive) than “ deficiency-Focused” (negative) helping them build
on what they do well, rather than highlighting mistakes and shortcomings (Thomas & Tymon, 1993,
pg.12).

Building Feelings of M eaningfulness

Thomas and Tymon place equa emphasis on the two distinct facets of a“task”, Sressing the
importance of both task activities and task purpose. Certrd to the notion of purpose is the feding of
meaningfulness, the sense that oneis on avauable misson in the pursuit of ahigher cause. Many

authors assert that the most important difference that good leadership makesin an organization isthe
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fostering of this sense of mission through the cregtion and communication of an exciting vison (Bennis &
Nanus, 1985; Peters, 1987).

According to the Thomas and Tymon modd, developing an exciting vision of the future that the
team wantsto create, and (showing) how it would add vaue to the world” are powerful tools for
managers to use when increasing fedings of meaningfulness in there employees (Thomas & Tymon,
1993).

Building Fedlings of Progress

Once managers establish the importance of the task purpose or mission, it isimperdtive thet they
continue to provide feedback to the work force concerning their progress in achieving that purpose.
According to the model, one way of enhancing this sense of progressis by promoting afeding of
continuous improvement. By indluding continuous improvement as a building block for enhancing
feelings of progress in the organization, the authors touch on one powerful aspect of the role of
empowerment in atotal quality setting.

As gtated earlier the centrd feature of TQL is continuous process improvement. However, if
TQL isto be effective as a management philosophy, continuous improvement must be more thet just a
buzzword. Infact, the notion of continuous improvement impacts on two facets of the organization the
physicad and the psychological. From atotd qudity standpoint, continuous improvement isa physica
entity, representing the action taken by the work force to increase the efficiency, responsiveness,
flexibility, etc., of the processes or systems of which they are apart. On the other hand, from an
empowering perspectiveit isthe feding of continuous improvement that serves as a powerful employee
motivator, rewarding workers for the successes of past efforts and encouraging them to use their

Credtive energies to improve the system.
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Procedures:

The author conducted dl research and interviews. Some of the limiting factors was the difficulty
to ask technical questions, such as whether or not adequate training as been recaived. Additionaly, the
students at the National Fire Academy are on a gtrict time clock and may not have had the reference
materid necessary to answer some of the questions.

While most of the information for this research project was gathered through literature review,
this can be time communing and with only sx months complete the paper, more time could of resulted in
more information thereby enhancing the quality of the work.

Results:

This paper has established the importance of intrindc motivetion in atota qudity effort and
revealed the lack of guidance provided by the quality experts on the subject. Based on the research, it
is concluded that including the Thomas and Tymon modd of empowerment in future fire service
ingtructiona packages regarding totd quality can bridge the motivation gap in TQL theory and training.
This addition should be in the format of a distinct program or module on the subject of employee
empowerment and motivation (Thomas & Tymon, 1993).

Discussion:
Total Quality L eadership

This research established the importance of the fire services totd qudity initiativesin the face of
declining budgets and increasing missons. Theseinitiatives are based largely on the writings of W.
Edwards FHeming and are incorporated in a new management philosophy caled Totd Qudity

Leadership (TQL). It was concluded that the centra feature of TQL is continuous process
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improvement: a systems gpproach to quaity management that features the inputs of those employees
that actualy do the work.
Empower ment

The establishment of an empowered work force is an essentia step in harnessing the creetive
enargy of the line-workers for continuous improvement. This paper defined empowerment in terms of
two interrdated, yet distinctly different, sets of interventions. In essence, empowerment involves those
interventions taken in the organization to increase employee participation and power. However, the
term aso encompasses the motivational effects these actions have on the work force. Emphasisis often
placed on the structura changes made in an organization to move the decison-making authority down to
the employees. Examples of this type of empowering interventions include delegation of authority, job
design characterigtics, and work teams. These tangible changes in the organization's power structure
are labeled the mechanigtic interventions or empowerment. The paper concluded that the mechanigtic
view of empowerment is most frequently discussed in management literature, including totd quality
literature, and includes specific actions to increase employee participation and power in an organization.

The other agpect of empowerment involves the psychologica or energizing effects these
gructural changes have on the work force; these psychologica interventions ded with empowerment in
terms of intrindgc motivation. 1t was concluded that the motivationd heart of empowerment isintrindc
task activation that was defined as positively vaued experiences that individuds derive directly from a
task (Thomas & Vethouse, 1990).
Role of Empower ment in a Total Quality Setting

This paper concluded that the mechanigtic interventions of empowerment are largely addressed

within the philosophy of TQL through the establishment of Quaity Management Boards, Process Action
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Teams, etc. However, TQL does not provide managers with a vehicle for managing the fedings of an
empowered work force or for generating the kind of energy necessary to fud the continuous
improvement effort. Consequently, it was concluded that empowerment as intringc motivation provides
the energy necessary for successin aqudlity effort, while TQL provides away of harnessng this energy
for continuous improvement.

Additionaly, the research addressed the role that the non-structural empowerment interventions
play in ensuring the long-term success of atota qudity effort. This concludes that to be successful in the
long run, managersin atota quality environment must employ more than just the mechanistic
interventions of empowerment; they must dso employ other types of actions to effectively manage the
intringc mativation (energy) of the work force.

Quality Expertson Motivation

Theimportance of intrindc mativation in atotd qudity effort is confirmed in the writings of the
qudity experts. Demingin particular emphasizes the role of intringc motivation, referring to it asa
worker's “Pride of workmanship or “Joy in Work. Deming believes that al workers are inherently
motivated to do quality work; management need only remove the "barriers to intrinsic motivation, such
as performance reviews and production quotas, and good things will happen in the work place. Despite
this unanimity as to the importance of intringc mativation in atota qudity setting, none of the experts
provide the typicd line manager with practica guidance on how to enhance or manage it in hisher
employees. Thisomisson condtitutes the “motivation gap” in TQL theory and training. Consequently, it
was concluded that while the quality experts agree on the importance of intringc motivation and
involvement in atota qudity effort, they do not address specificadly how to achieve or nurtureit in the

work place.
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Alternative M odels of Empower ment

Once the research established the crucia role that empowerment as intrinsc motivation playsin
atota qudlity effort and reveded the lack of guidance from the quadity experts on how to achieveitin
the work force. The next step was to examine the dternative modeds of empowerment avallablein
current literature to determine their usefulnessin bridging the motivation gap in TQL theory. This paper
divides these empowerment models into two distinct categories. generd and specific.

Based on the research, it was concluded that, dthough conceptudly strong, the “ generd”
modeds of empowerment do not provide the typica line manager with the practica tools or direction
necessary to empower their employees. Furthermore, it was concluded that, unlike the “ genera”
modds of empowerment, the “ specific’ modds provide line managers with adetailed list of actions
necessary to empower their employees. However, these models tend to be vague in their attempts to
define the concepts behind the term empowerment and its motivationa implications in the work place.

Findly, it was determined that what the line manager needsis atool that combinesthe
conceptua foundations of a"generd” empowerment model with the detailed, practica directions of a
“specific modd.

The Thomasand Tymon Model of Empower ment

Basad upon the research conducted in conjunction with the drafting of this paper, it was
concluded that the Thomas and Tymon modd of empowerment is currently the best tool avallableto line
managers for integrating a strong conceptual foundation with a practical set of action sequences. By
grounding empowerment in terms of intrindc mativation, this modd aso serves as ameans for bridging
the mativation gap in TQL theory and training by ingtructing managers on actions that can be taken to

fogter intringc motivation in the work force.
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Recommendations:

This paper has established the importance of intrindc motivetion in atota qudity effort and
reveded the lack of guidance provided by the quality experts on the subject. Based on the research, it
is concluded that including the Thomas and Tymon modd of empowerment in future fire service
ingtructiona packages regarding totd quadity can bridge the motivation ggp in TQL theory and training.
This addition should be in the format of a distinct program or module on the subject of employee

empowerment and motivation.
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